Collegial management to improve the effectiveness of managers, organizational behavior in educational institutions  by Shrifian, Leila
Procedia - Social and Behavioral Sciences 29 (2011) 1169 – 1178
Available online at www.sciencedirect.com
International Conference on Education and Educational Psychology (ICEEPSY 2011) 
Collegial management to improve the effectiveness of managers, 
organizational behavior in educational institutions 
 
Leila Shrifian* 
Faculty member,Department of Educational Administration,Islamshahr  Branch, Islamic Azad University,Islamshahr,Iran 
 E-mail:La_sharifian@yahoo.com 
Tel : 00989121710967 
Address : No.17,Rafiee St,North golestan Alley,Ferdos Blv,Sadeghieh Squ,Tehran,0098,Iran 
 
 
 
Abstract 
The purpose of study is to present a collegial management method to increasing effectiveness of managers’ organizational 
behaviour.  The research method was descriptive. A sample comprised about 305 subjects. Collected data were analyzed by using 
of descriptive and inferential statistics including Pearson Correlation and multi variant regression Correlation. The study has 
realized that there is deep correlation between collegial management and effectiveness of the managers and there are positive 
relations between collegial management and managers, human relations, group working, flexibility and using the new methods in 
education. 
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1. Introduction 
These days, there are many problems in educational institutes and one of them is the lack of participation in a 
decision - making process. Presenting general and semi-specialized training to individuals between the ages of 7-18 
years old is the main goal of our country's Ministry of Education system from the qualitative point of view, taking 
into account 18.5 million students and their parents and 1,000,000 teachers and other authorities involved in the 
educational system of more than half of the country's population are directly in touch with education and the 
country. 
The establishment of every useful educational system will make the national intention and sensitivity, multi-
dimensional co-operation of social institutes and organizations and an all-out exploitation of human and material 
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resources and the strength and potential possibilities of local communities inevitable. The realization of this goal 
requires flexibility, authorities' freedom of action, more trust in the local decision making in the area of education, 
especially, paying attention to the complication of social and cultural system and the different living conditions of 
people (Raoofi, Mohammad Hussein, 2008). 
The term collegial relates to a body of persons having a common purpose. Collegial models include all those 
theories that emphasize that power and decision-making should be shared among some or all members of the 
organization (Bush, 2003). 
Collegial models assume that organizations determine policies and make decisions through a process of discussion 
leading to consensus. Power is shared among some or all members of the organization who are thought to have a 
shared understanding about the aims of the institution.  
Brundrett (1998) says that “collegiality can broadly be defined as teachers conferring and collaborating with other 
teachers”. Little (1990) explains that “the reason to pursue the study and practice of collegiality is that, presumably, 
something is gained when teachers work together and something is lost when they do not”. 
Each employee should develop a feeling that he is a part of the whole and contributes something to the whole and 
recognizes the contributions of others. Management is supported to be joint contribution and not the boss. The 
managerial orientation is toward teamwork. Management is the coach that builds a better team. The employees’ 
response to this situation is responsibility the collegial approach for the employee is self-discipline. In this kind of 
environment employees normally feel some degree of fulfillment, worthwhile contribution, and self-actualization, 
even though the amount may be modest in some situations. This self-actualization will lead to moderate enthusiasm 
in performance. 
Collegial models have the following major features: 
-They are strongly normative in orientation; “The advocacy of collegiality is made more on the basis of prescription 
than on research-based studies of school practice” (Webb and Vulliamy, 1996). 
- Collegial models seem to be particularly appropriate for organizations such as schools and colleges that have 
significant numbers of professional staff. Teachers have an authority of expertise that contrasts with the positional 
authority associated with formal models. Teachers require a measure of autonomy in the classroom, but also need to 
collaborate to ensure a coherent approach to teaching and learning (Brundrett, 1998). Collegial models assume that 
professionals also have a right to share in the wider decision-making process. Shared decisions are likely to be better 
informed and are also much more likely to be implemented effectively. 
-Collegial models assume a common set of values held by members of the organization. These common values 
guide the managerial activities of the organization and are thought to lead to shared educational objectives. 
Brundrett (1998) goes further in referring to the importance of “shared vision” as a basis for collegial decision-
making. 
 -The size of decision-making groups is an important element in collegial management. They have to be sufficiently 
small to enable everyone to be heard.  
-The collegial model deals with this problem of scale by building-in the assumption that teachers have formal 
representation within the various decision-making bodies. The democratic element of formal representation rests on 
the allegiance owed by participants to their constituencies .The decision-making process may be elongated by the 
search for compromise but this is regarded as an acceptable price to pay to maintain the aura of shared values and 
beliefs. The case for consensual decision-making rests in part on the ethical dimension of collegiality. Imposing 
decisions on staff is considered morally repugnant, and inconsistent with the notion of consent (Bush, 2007). 
Collegial management styles are characterized by managers developing close relationships with their subordinates in 
which they relate to them on a personal level rather than simply a professional one. The idea is to try to develop a 
more effective working environment by endangering a friendly workplace, where employees see themselves as a 
close-knit team where every subordinate has an important say in the decision-making process. Instead of simply 
taking orders from the boss, the manager guides the subordinates in making and executing important decisions  
(Bush,2003). 
One disadvantage of a collegial style of management is that, with its close personal interactions with subordinates, 
subordinates get to know their managers much better than subordinates with a more authoritative and distant 
manager. Finally, the collegial manager  is not so much a star standing alone as the developer of consensus among 
the professionals who must share the burden of the decision.” (Baldridge et al, 1978). 
Therefore, if a manager becomes too collegial with his staff, it could undermine his ability to push on his staff when 
things need to improve and if a manager's relationship with his employees is too collegial, he could find himself 
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struggling with laying off, or firing, workers than a boss who maintains a more distant and professional relationship 
with his employees. 
Also organizational behavior can explain a lot about the relationship between a manager and his subordinates. 
Organizational behavior is a field of study that examines the relationships between individuals in an organization 
and the way those people are motivated and behave. Understanding organizational behavior and what it can explain 
about employee interactions can help managers better understand how to deal with issues involving power and 
authority, resource allocation, support and teamwork. 
Another way organizational behavior figures into the management role is with the distribution of resources to 
employees. With a limited number of resources available, employees rely on their manager to help them acquire the 
tools they need to accomplish their tasks. One popular model of management is the supportive style, in which the 
main role of the manager is to provide employees with the tools they need to do their jobs. In this sense, the manager 
takes on a sort of liaison role between her employees and the rest of the organization and in addition, employees rely 
on their managers to support them through sharing their expertise and experience.Managers are also important for 
facilitating teamwork within their departments. In fact, one popular model of management within organizational 
behavior is the collegial model, which considers a manager and her employees more of a partnership relationship 
than a hierarchical relationship. In this sense, a manager and an employee see each other as team members working 
toward the same goal and with different strengths to contribute and roles to play in achieving those goals(Dunnigan, 
2011).  
In this research, the intention is to deal with increasing difficulties in education which is as a result of the lack of 
interest and the rate of collegiality among teachers, principals, the students, the parents and even other segments of 
the society in the school affairs and a drop in the effectiveness of the organizational behavior of the principals. 
Therefore, this research intends to present solutions for the establishment of collegial management styles in school 
so that schools by having usual and doable process without having any biases can take advantage of the collegiality 
educational capacity and experience co-operation in themselves and manifest it. 
 
2.  Review of literature 
Problems that surface in schools are never simply problems for the school to solve alone. . For a number of years, 
discussion has been in favor of decentralized decision-making. Collegial management approach has the potential to 
engage all stakeholders in the achievement of educational objectives. The aims of leaders and followers coalesce to 
such an extent that it may be realistic to assume a harmonious relationship and a genuine convergence leading to 
agreed decisions. 
Employee participation in decision-making has long been recognized, as a source of enhancing organizational 
effectiveness. Therefore, organizational effectiveness can be considered as a function of participation and the 
relationship between organizational effectiveness and participation can be examined. Such analysis has been made 
by researches McAnally, 1952; Wilson and Tauber, 1956; Weight, 1957; Coney andLund,1942; Cherl Simrell king 
and other,1998; Thompson,1965; Volkersz,1975; Swanson,1972;  and Wierdsma,1998; Somech, 2002; Anit Somech 
and Izhar Oplatka(2009). 
Sarason (1990) stated that school problems are mirrored in both the community and the society. Thus, solutions to 
these problems are not sufficient to only come from within the educational system, nor can solutions come from 
only those outside the schools. School problems should be of interest to both those persons within the educational 
system and to those persons who are not, because schools and society do affect each other (Van Slyke, 1998). 
Hord, Rutherford, Huling-Austin, and Hall (1987) declared that participatory action and collaboration of all persons 
involved in the implementation of a reform initiative is essential to its success. 
According to Senge (1990), underlying assumptions, beliefs, and behaviors must be changed before proposed 
alterations to a school system will receive the needed support of those stakeholders who will be able to bring about 
lasting change. 
Sergiovanni (1984) points to the importance of a collegial approach: This will succeed in ‘bonding’ staff together 
and in easing the pressures on school principals. “The burdens of leadership will be less if leadership functions and 
roles are shared and if the concept of leadership density were to emerge as a viable replacement for principal 
leadership”. 
 Karlsson (2002), in a study of six schools, states that principals are dominant in all meetings because of: “their 
power position within the school, level of education in contrast to other members, first access to information taken 
from education authorities, and because it is the principal who executes the decisions taken”. 
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This enlightenment is more likely to happen in a collaborative environment where the interest is shared as opposed 
to isolated (Van Slyke, 1998). Thus elemental to school reform is both shared governance and shared responsibility. 
Sergiovanni (1994) noted the importance of educators working side by side with persons outside the school .Some 
researchers like    Roethlisberger, 1965; Coch, L. and French, J.R.P. 1948; Dawson, R.I. and Carew, D.P. 1969 and 
Cross, I.C. and Zander, A. 1957 have declared the benefits of participation in five ways such as higher productivity, 
employee satisfaction, improved quality of work, commitment to goals and acceptance of change. And finally, 
employees as the extent to which they have sufficiently met the task requirements of their job, or the extent of their 
individual productivity often perceive personal effectiveness. The organizational environment can have a strong 
effect on personal effectiveness and productivity Arthur, J. 1994; Donald, I.2005, Catherine T. Kwantes a, Cheryl A. 
Boglarsky,2007; Jeff Grabmeier, 2002, Jeffrey Klunk, 2002; Robbins, Stephen,1995 andGriffen,1997. 
 
3. Methodology 
The current method is a descriptive one, a measurement one and of a correlated nature. In the collection of the data, 
two library and documentation methods were used .The statistical group of this research includes school teachers in 
the city of Tehran-Iran. There are 305 teachers involved. This research is of a field type. Two separate 
questionnaires have been utilized to study collegial management and the effectiveness of programmed behavior of 
principals. One questionnaire consisting of 26 multiple-choice questions has classified to the effectiveness 
measurement of organizational behavior principals (managers human relations, group working, flexibility and new 
methods in education). Another questionnaire consisting of 22 multiple-choice questions has been selected for the 
measurement of collegial management. In section one the records of personal information related to educational 
level, work experience of teachers that has shown at table no.1   and no.2.   Section 2, which contains questions, was 
provided based on organizational behavior principals. To analyze validity of the information specialists were 
consulted. In addition, in analyzing reliability of the test, SPSS software has been applied and Cronbach Alpha result 
(more than 0/7) was obtained.  
The goal of this research is the clarification of connection between collegial management and the flexibility of the 
principals, the amount of the managers' human relations, group working, flexibility and utilizing the new method in 
education. 
The hypotheses of the analysis in this research are as follows: 
The major hypothesis: 
There is a connection between   collegial management and the effectiveness of organized behavior of the managers. 
The minor hypothesis:  
      -There is a correlation between the collegial management and managers' human relations. 
      -There is a correlation between the collegial management and the group working. 
      -There is a correlation between the collegial management and the flexibility. 
      -There is a correlation between the collegial management and using the new methods in education. 
In this method, after the collection and classification of the data, the descriptive and inferential – statistics methods 
were used. In the statistical descriptive section, to begin with a lot of tables were prepared and then issues such as 
abundance, the percentage of abundance, collective abundance, the mean, average, appearance and standard 
deviation were calculated. In the inferential statistics, the ones such as Pierson and Regressions’ multi variable 
correlated coefficient with the step-by-step method were used.                                                                                           
As for the educational degree, about 68.9% of the teachers in the study with the highest rate of frequency have under 
graduate degrees. Also 21.6% of the teachers have graduate degrees and 5.6% of them have associate degrees and 
2.3% of the teachers have diplomas and 1/6% have doctorate degrees. 
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Table No. 1:  frequency distribution of teachers in the study Based on the Educational level 
Education level Frequency Percentage Group percentage 
Diploma 7 2.3 2.3 
Associate degree 17 5.6 7.9 
B.A. Degree (Undergraduate) 210 68.9 76.8 
M.A. Degree (Graduate) 66 21.6 98.4 
Doctorate Degree 5 1.6 100 
Total 305 100 __ 
 
The results of the analyses show that about 30.5% of the teachers in the study have the highest frequency between 
16-20 years of teaching experiences. Also 26.9% of the teachers in this study had between 11-15 years, around 
23.3% of the teachers more than 20 years and 14.4% of them had between 6 to 10 years of teaching experiences; 
around 4.9% of the teachers had the lowest frequency of 1-5 years of teaching experiences. 
 
Table No. 2:  The Distribution Frequency of Teachers in the study based on teaching experiences 
Work Experiences Frequency Percentage Accumulating percentage 
1-5 15 4.9 4.9 
6-10 44 14.4 19.3 
11-15 82 26.9 46.2 
16-20 93 30.5 76.7 
More than 20 71 23.3 100 
Total 305 100 __ 
 
There is a correlation between the main theory of the research between the collegial  management and the 
effectiveness of the managers' . Taking into account, table number 3, the following results were attained. 
 
Table No.3: the Results of correlation co efficiency about the relation between collegial Management and the Effectiveness of organizational 
managers' behavior  
Theory No. Variable No.1 Variable No.2 r. rate Sig 
1 Collegial Management Effectiveness of manager 0.933 0.000 
 
The calculation of the correlation co efficiency between the two variables, collegial management and the 
effectiveness of managers P (=0.000 and r=0.933) indicates that there is a positive and significant correlation 
between the above mentioned variables at the level of 1% error. Therefore, the theory of the research is based on the 
correlation of 99% assurance has been confirmed and the zero is denied. In other words, the more the collegial 
management is used by their principals, as a consequence, the effectiveness of the organizational behavior of 
managers'   increased. 
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About the  first  minor theory of the research, there is a connecting principal between the collegial management and 
managers  human relations. Based on table 4, the following results are attained: 
 
Table No.4: the results of the correlation co efficiency about the connection between the collegial management and managers' human relations 
Theory  No Variable No.1 Variable No 2 r. rate Sig 
2 Collegial management Managers Human relations 0.923 0.000 
 
The results of the correlation co efficiency between the two variables,  collegial  management and the dimension of 
human relations effectiveness of organizational behavior P (=0.000, r=0.923) indicate that between the two 
mentioned variables at the level of 1% error, there is a positive and significant correlation. 
 
About the second minor theory of the research; "There is a correlation between the collegial management and the 
group working ".  Based on table no.5, the following results are attained. 
 
Table No.5: the result of correlation co efficiency about the connection between the collegial management and group working 
Theory No. Variable No.1 Variable No.2 r. rate Sig 
3 Collegial Management Group working 0.902 0.000 
 
The analysis of the correlation co efficiency between the two variables of collegial management and  creation of the 
group working  by the principal P(=0.000 and r=0.902) indicates that there is a positive and significant correlation.  
 
About the minor or third theory of the research in regards to the correlation between the collegial management and 
flexibility of the principal, taking into account table No.6, the following results are attained: 
 
Table No.6: The Results of the Correlation co efficiency of the relation between the collegial Management and flexibility 
Theory No. Variable No.1 Variable No.2 r. rate Sig 
4 Collegial Management Flexibility 0.912 0.000 
 
The calculation of correlation co efficiency indicate that the more collegial management is used by the principals, as 
a consequence, the effectiveness Of the principals, organizational behavior from the flexibility point of view is 
increased. 
 
About the variable No. four of the research, "there is a correlation between the collegial  management and new 
methods in education ". Based on table no.7, the following results are attained: 
 
Table No.7:  The Results of the Correlation co efficiency of the relation between the collegial 
Management and new methods in education 
Theory No. Variable No.1 Variable No.2 r. rate Sig 
5 Collegial Management New methods in education 0.899 0.000 
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The calculation of correlation co efficiency between the two variables, of collegial management and new methods in 
education P(=0.000, r=0.899) indicates that between the two mentioned variables  there is a significant correlation.  
 
 Equation of the multi variable Regression for the analysis of the effects of independent variable of the research on 
the effectiveness of the principals, organizational behavior has been used. In the current research, by using the step 
by step method, 7 variables entered the equation of multi-variable Regression which is as follows: 
1. The principals' faith in attained successes as a result of group efforts 
2. Becoming aware of the teachers, suggestions and opinions by the principal 
3. Cooperation of the principals with those employees who need it. 
4. The interference of teachers to help the principal solve the school's problems  
6. Polling the teachers by the principals to solve the school's problems  
6. Having confidence in the teachers 
7. Providing opportunities for active participation of teachers in meetings  
 
Table No.8: A summary of Different stages of Entering the Independent variables in collegial Management 
over the Effectiveness of principals' organizational Behavior 
Stages R R2 Ad R2 F Sig 
First step 0.840 0.705 0.704 581/26** 0.000 
Second step 0.886 0.886 0.786 443/30** 0.000 
Third step 0.906 0.821 0.819 368/60** 0.000 
Fourth step 0.916 0.839 0.836 312/47** 0.000 
Fifth step 0.920 0.847 0.848 264/60** 0.000 
Sixth step 0.923 0.852 0.852 227/75** 0.000 
Seventh step 0.925 0.856 0.852 201/13** 0.000 
Eighth step 0.927 0.859 0.854 179/45** 0.000 
** = significant at 1% error 
 
The results of the collective impact (effect) of independent variables over the dependent rate of effectiveness of  the 
principals; organizational behavior through Regression multi variables with the step by step method indicate that the 
effectiveness of the organizational behavior has increased as a result of the interference of teachers in solving the 
principal's school problems, creating active ingredients for the participation of teachers in the meetings, interference 
of teachers in solving the principal with the employees who need help, the principal's trust in the employees, 
cooperation of the principal with the employees who need help, principal asking the teachers' opinions about solving 
problems of the school is the every employee's success. 
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4. Result and Discussion 
The results of the descriptive findings, it has been shown that as far as flexibility is concerned, the effectiveness of 
principals and human relations at the average level have gone up. In the area of effectiveness of principals, the 
creation of effective groups has been at the average level. The principals' effectiveness in using the modern methods 
of teaching has been at the average-to-going up level. Prioritizations of teachers in this study over the four ways of 
effectiveness of principals indicate that the effectiveness of the principals' organizational behavior as for the human 
relations is at the priority level. While the effectiveness of principals as for the flexibility, creation of effective 
groups and also taking advantage of modern educational methods are at next priority level. 
Also, findings in the area of collegial management, in general, show that from the teachers' point of view, the 
amount of applying collegial management by principals in the average has increased. 
The results of the analytical findings in connection with the main hypothesis indicate: the calculation of correlation 
coefficient between the two variables in collegial management indicate that between the two variables there is a 
positive and significant correlation meaning the more the increase in the collegial management, the more, the 
increase in the effectiveness of the principals' organizational behavior. 
The results of the analytical findings in relation to the  minor  hypothesis: 
The analysis of the correlation coefficient between the variables in the  collegial management and managers human 
relations, group working, flexibility and new methods in education by the principal indicate that between the  
mentioned variables, there is a positive significant correlation meaning that the more the collegial management is 
carried out by the principals, the managers human relations, group working, flexibility and new methods in 
education creation by the principals has, consequent gone up. 
The results of the total effect of the independent variables on the dependent variable of the effectiveness in the 
principals' organizational behavior by the multi variable Regression in a step by step method indicate  that the 
variable such as: the interference of teachers in solving the principal's school problems, creating active ingredients 
for the participation of teachers in the meetings, interference of teachers in solving the principal with the employees 
who need help, the principal's trust in the employees, cooperation of the principal with the employees who need 
help, principal asking the teachers' opinions about solving problems of the school is everybody's success have had a 
positive effect on the effectiveness of the principals' organizational behavior and have caused an increase in the 
effectiveness of the operation of their organizational behavior. 
 
5. Suggestions 
 On the results from the research in which the effectiveness of collegial management on the effectiveness, Therefore, 
the following recommendations were made: 
 
1) Based on the results from the main theory of the research in which the effectiveness of collegial management 
on the effectiveness of the principals' organizational behavior, it is suggested that principals by using more 
collegial management, to provide opportunities for increasing effectiveness in organizational behavior. 
2) By a reference to the main theory of the research indicating the effect of the collegial management on the 
effectiveness of the organizational behavior, it is suggested that there will be more training classes while 
working, seminars and meetings for cooperative management for principals. 
3) Driven from the impact of the collegial management on the flexibility dimensions, human relations, creation 
of effective groups and also taking advantage of modern educational methods, it is suggested that collegial 
management will be institutionalized in the schools. 
4) Based on the results, it is suggested that effective groups are created and also taking advantage of the new 
educational methods is prioritized in the principals' plans. 
5) Based on the descriptive results, it is suggested that principals should use technology, new methods and better 
examples in order to make the tasks of the teachers more effective. 
6) Based on the results of the descriptive research, it is suggested that the principal should make an effort in 
maintaining the human relations in the schools and emotional support of the employees and it is necessary that 
the principals to be the pioneers in schools and for this reason a principal has to be flexible and to create the 
opportunities for human relations. 
7) It is suggested that principals to use the opinions of teachers more often in the evaluation of the employees 
and to have more emphasis over the performance of teachers when evaluating them. 
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8) Based on the results of the research, it is suggested that in order to improve the effectiveness of the 
performance of principals, those principals who have more work experiences and more desirable views will be 
used for collegial management. 
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